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MEMORANDUM 

 

To:  The Honorable Kwasi Fraser and Members of Purcellville Town Council and 
Town Manager David A. Mekarski 

From:   John Anzivino, Management Analyst/Coordinator 

Subject:  Town of Purcellville Leadership Analysis 

Date:   September 26, 2022   

______________________________________________________________________________ 

Introduction 

The Town of Purcellville, through its Town Council and staff, recognize that a forward looking, 
creative organization is an expectation of their citizens and is a necessity given the Town’s location 
in the Northern Virginia area and Loudoun County. The Town, which is the fourth largest town in 
Northern Virginia and the second largest town in Loudoun County, (source, NOVA PDC Regional 
Dashboard - https://www.novaregion.org/)  has achieved recognition as a ‘AAA’ rated community 
for excellence in financial and other areas of management for rating of debt issuance; a rare 
accomplishment for a community the size of Purcellville. At the same time, the Town has 
continued to work to improve the quality of life and improve services for its citizens with notable 
achievements which include, but are not limited to reducing the total outstanding debt by $8.4M 
from FY2014 to FY2021 via a combination of principal payment and early debt payoff, creation 
of a nutrient credit program on idle town property, resulting in $900,000 of new revenue for the 
Town, the planting of a 100,000 trees and recognition by the Virginia Municipal League (VML) 
through its annual achievement award program, provision of new trail access points and new trails 
and sidewalks throughout the Town and developing a business positive environment which has 
resulted in new  investment in old Town Purcellville and addition of numerous new businesses in 
uncertain times. With these successes, the Town continues to search for the right balance in 
achieving operational excellence.  

Prior to 2015, the Town followed a more traditional model of the Council Manager form of 
government with Council interaction with staff on a more limited basis. As growth occurred and 
new residents moved to the community, bringing new ideas, the Council became a more engaged  
body with a broad range of new ideas, a differing view of the Council Manager relationship and 
new ideas relative to Town operational procedures and project needs and a focus on listening to 
and engaging the citizens. 
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The change in political leadership, coupled with adoption of a new strategic plan in 2015, resulted 
in retirement of a long-term town manager in 2017, and the beginning of a period of management 
instability resulting from the former Manager’s retirement and several personnel actions initiated 
by Council, or their chosen representative. Investigations and actions by former staff, which 
ensued in conjunction with numerous personnel actions initiated by the Council or its appointed 
representatives in 2017, also resulted in the Town employing five (5) Managers or Interim 
Managers in the period of a year and a Town workforce which, while remaining dedicated to the 
task of providing a high level of service to Town residents, was confused and somewhat distrusting 
of new leadership and the governing body.    

After conducting a national recruitment, the Town Council interviewed and unanimously 
appointed a new Town Manager in April 2018, who brought significant experience in local 
government and who had no previous ties to the Town.  

While bringing over twenty years of experience to Purcellville, the new manager, who followed a 
long-term manager, has experienced challenges as he settled into a new position; which is not 
atypical when changes in leadership occur. Anecdotally, these challenges often occur due to the 
new manager and his/her leadership style and methods of communication being different from, 
but compared to, the outgoing managers leadership style, changes in policy and overall direction 
from the governing body, implementation of organizational changes and a different style of 
communicating with and doing business with staff, the governing body and citizens.  

In addition to the factors outlined above, the impacts of the pandemic, which was declared in late 
January 2020 and required actions to mitigate its spread including the closure of Town Hall to the 
public and staff, initiation of remote work and meeting practices to ensure the business of 
government continued,  changes in administrative practices developed and implemented ‘on the 
fly’ due to the unknowns the disease created  added to the challenges the new Manager has 
experienced.  A compounding factor for both the Council and the Manager in advancing the 
Town’s initiatives is that since 2015, the Town has experienced a complete turnover of Council 
members and that Council members elected in 2020 were unable to be immediately introduced to 
their elected peers and Town staff due to the remote meeting practices required to address the 
health and safety issues brought on by the pandemic. It should be recognized that the need to meet 
remotely has also hindered the ability of new members to interact with their peers and staff on a 
face to face basis and establish relationships which are important in creating the working dynamics 
of a typical municipal organization.  

With the appointment of a new manager, working with a newly seated Town Council intent on 
exploring new methods of operation in a period of uncertainty, the result has been a different model 
of operation unfamiliar to Town staff. This model is driven by recent Town Council’s which raise 
potentials for new projects and programs on a more frequent basis as perceived opportunities for 
process change and projects arise, is more actively engaged in the decision-making process, asks 
‘tough’ questions when issues come before them and is one that wishes to explore processes and 
projects, which may have been outside the norm for a community like Purcellville.  

Coupled with a new approach to doing business, Town staff numbers have remained relatively 
static, while demands for response to new projects and informational requests have increased. 
These factors appear to have led to internal unrest within the organization which has been 
evidenced in public meetings of the Council and some Town committees, commissions and boards 
as staff work to fulfill day to day operational demands, respond to questions and provide 
information for a wide range of unanticipated projects and issues; many of which are introduced 
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outside the typical planning process, many of which take on a sense of urgency. Examples include 
a tour of the Aberdeen house for an inspection by an outside party, bike park, and the creation of 
a historic corridor. 

The combination of factors outlined above have been identified by the Town Manager, Mayor and 
Town Council, and have risen to a level requiring an independent review of staffing levels as well 
general leadership issues within the Town, and has resulted in this and a companion report which 
will address how the many changes outlined above have impacted the organization. For the 
purpose of providing findings and recommendations, the report provides an analysis of issues 
identified at the Town Council, Commission, Committee and Board (CCB) and staff levels. 

Study Process and Methodology     

An informal request for information was issued by Town staff for a study of staffing and internal 
communications issues in January, 2022. From the initial request, negotiations and a final scope 
of work were arrived at, which focused on two (2) distinct studies that focused on a review of roles 
and responsibilities and staffing as follows: 

  Clearly defining roles and responsibilities for the Council and the administration: 

1. continued recognition of the Town’s adopted Strategic Plan, Town 
Manager’s/Town Council’s Top 10 Initiatives and adherence to the annual 
departmental and project workplan as outlined in the Town’s Annual Fiscal 
and Capital Improvement Plan;  

2. clarifying roles and responsibilities of the Council and Town’s 
administrative team and communicating to the Town Council on the 
commitment of time in completing day to day core responsibilities. 
 

 Assess the current duties and staffing levels across all departments, to include:  

1. staffing, specifically examining the work load in the Department of 
Engineering, Planning & Development relative to the additional $8 million 
(of the $10.56 million) of ARPA funds, which needs to be encumbered for 
water and sewer projects by the end of federal fiscal year 2024 and 
completed by the end of fiscal year 2026; 

2. an examination of the duties assigned to each position relative to the work 
hours expected of each position; 

3. identification of any duties that either are currently underperformed or 
would be underperformed if the responsible employee did not work 
overtime;  

4. identification of duties that may be reassigned from one position to another      
existing position in order to equalize workloads;  

5. identification of positions that should be created to perform duties that are 
under performed and cannot reasonably be reassigned to an existing 
employee. 

 Create a standard ‘annual project work plan’ format to be utilized across departments, 
which allows managers and members of Council to easily identify key tasks, responsible 
parties, key dates, and next steps. 
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 Create a staff-level system of reporting, by which key deliverables are routinely tracked 
and adjusted as needed. 

Study efforts were initiated in early March 2022 with a meeting between the selected analyst, the 
Mayor and Town Manager to review the work plan and discuss the ground rules for conducting 
the two studies. As a point of reference, the analyst noted that both staff and elected officials should 
be aware that findings and recommendations, while constructive, would be unvarnished and that 
identified strengths and weaknesses would be called as seen. In addition, in conducting the study 
the analyst outlined the following methods which would be used to gather information to arrive at 
a series of findings and recommendations centered on the issues identified in the work plan, 
identified by the analyst’s conversation with the Mayor and Manager, with members of the Town 
Council and key staff during the study. These included: 

 Meetings with leadership team staff, the Mayor and Council members. Initial face to face 
meetings with the Mayor and Council members and key leadership team staff identified by 
the Town Manager took place during the week of March 21, 2022. Follow up conversations 
also were conducted throughout the study with various staff to clarify initial comments and 
to gather additional information. A total of twenty-three (23) face to face meetings took place 
during the week of March 21, 2022 representing seven (7) meetings with all elected officials 
and sixteen (16) meetings with leadership staff identified by the Town Manager. Several of 
these meetings required follow-up and direct contact by the Analyst to clarify data and 
comments received.    

 Completion of video /review of and/or attendance at Council, Commission, Committee or 
Board (CCB) meetings. The following meetings were attended or videos examined: 

 March 21, 2022 Council Meeting (in person attendance) 

 April 12, 2022  Council Meeting (video) 
 April 26, 2022 Work session/Joint Meeting with Planning Commission Meeting 

(video) 
 May 10, 2022 Regular Council Meeting (video) 
 May 17, 2022 Special Council Meeting (video) 
 May 24, 2022 Work session (video) 
 June 14, 2022 Regular Council Meeting (video) 
 June 16, 2022 Special Council Meeting (video) 
 April 21, 2022 Planning Commission Meeting (video) 
 June 2, 2022 Planning Commission Meeting (video) 
 June 16, 2022 Planning Commission Meeting (video) 
 July 21, 2022 Planning Commission Meeting (video)   
 July 7, 2022 Planning Commission Meeting (video) 
 July 27, 2022 Special Planning Commission Meeting (video) 
 May 3, 2022 Economic Development Advisory Committee (EDAC) (video) 
 June 7, 2022 Economic Development Advisory Committee (EDAC) (video) 
 March 1, 2022 Economic Development Advisory Committee (EDAC) (video) 

 
 Review of the Town Charter and Town Code relative to conduct of Council powers and 

authority, operations and meetings  

 A review of Town Council minutes from January 2021 to April, 2022   
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 A review of various policies and documents adopted by the Town Council relative to 
Council and CCB meetings, conduct, etc., including the: 

 Purcellville Town Council Code of Ethics (adopted January 27, 2015) 
 Purcellville Town Council Norms and Procedures (adopted January, 2015; 

effective  November, 2014)  
 Purcellville Town Council Strategic Initiatives (adopted March, 2021) 
 Purcellville Code of Conduct for Committees, Commissions and Boards (adopted 

February 12, 2013)  

 A review of various sections of the Town Code included Administration, Article IV. - 
Committees, Commissions and Boards including: 

 DIVISION 2. - PLANNING COMMISSION 
 DIVISION 3. - ECONOMIC DEVELOPMENT ADVISORY COMMITTEE 
 DIVISION 4. - PARKS AND RECREATION ADVISORY BOARD  
 DIVISION 5. - COUNCIL STANDING COMMITTEES 
 DIVISION 6. - TREE AND BEAUTIFICATION COMMISSION 
 DIVISION 7. - PURCELLVILLE TRAIN STATION STEERING AND 

OVERSIGHT COMMITTEE  
 DIVISION 8. - COMMUNITY DEVELOPMENT AUTHORITIES 
 DIVISION 9. - PURCELLVILLE ARTS COUNCIL 

 
 A review of various documents related to published procedures, codes of conduct for staff, 

elected officials and committees, commissions and boards including:  

 City of Belmont, CA - Code of Ethics and Conduct for Elected and Appointed 
Officials (February, 2017) 

 Town of Cary, NC - Policy Statement 143, Rules of Procedure for Cary Town 
Council 

 Town of Cary, NC – Policy Statement 150, Boards and Commissions, General 
Rules of Order (Adopted, April, 2013) 

 City of Redlands, California – Placing and Item on Town Council Agenda, City 
Policy Manual, Section 3.3.5 (undated) 

 Town of Warrenton, Virginia - Guide to Advisory Committees, Boards and 
Commissions (undated adoption)  

 City of Sturgis, MI - Boards and Commissions Handbook, (March, 2010)  
 Maryland Citizens Boards, Commissions and Committees, Maryland Municipal 

League  
 Charles County, MD, Code of Civility (2012) 
 Montgomery County, Maryland, Boards, Commissions and Committees 

Committee Guidance (County website August, 2022) 
 Georgia Municipal Association, Role of the City Clerk (July, 2022) 
 Coates Canons, North Carolina Local Government Law, Blog – “Who Controls 

the Agenda?” (April, 2013) (https://canons.sog.unc.edu/2013/04/who-controls-
the-agenda/) 

 Loudoun County, VA, Board of Supervisors Policies and Procedures on Advisory 
Boards, Commissions and Committees (Amended July, 2022) 
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 Prince George County, Virginia – Bylaws and Procedures for the Planning 
Commission (Adopted April, 2012) 

 County of Albemarle, Virginia -  Rules of Procedure (Adopted January, 2021) 
 City of Williamsburg, Virginia -Policies and Procedures for the City Council 

(Revised June,2020)   
 City of Gaithersburg, MD – Rules of Procedure for the Planning Commission 

(Adopted July, 2015)  
 The International City/County Management Association Code of Ethics (with 

guidelines, revised June, 2020) 
 The Bridge Group Data Summary and Staff Response (March, 2020)  
 Town of Purcellville, Classification and Compensation Study (December, 2019) 
 Town of Purcellville, Organizational Assessment, The Novak Group (December, 

2018)  

Findings and Recommendations 

From a review of the information above, a series of ‘Findings and Recommendations’ have been 
developed which focus on the Town’s Council/Town Manager, Town Manager/Town 
Council/Staff and Committees, Commissions and Boards relationships and leadership, framework, 
roles and responsibilities. Each of the three areas reviewed include a brief commentary on the basis 
of leadership responsibilities for the three areas noted, providing information where  concerns have 
been identified which create tension within and without the organization and potentially impact 
the organization’s ability to achieve its desired level of success.    
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The Purcellville Town Council’s Leadership Composition and Structure 
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I. Town Council Leadership Composition and Structure 

The Town of Purcellville is governed by a seven (7) member Town Council elected, at large, by 
the Town’s citizens for four-year, staggered terms. An independently elected Mayor is included as 
a member of the Council and runs for office every two (2) years. The Mayor’s duties, parallel those 
defined in the Virginia State Code (Section 15.2- 1423) and are stated in the Town Code and 
Charter (Section 2.3) to include:  

 The mayor shall preside at all meetings of the council and he/she shall be a regular member 
of the Council. 

 He/She shall be recognized as the head of the municipal government for all ceremonial 
purposes, the purpose of military law and the service of civil process. 

 The Mayor shall authenticate by his/her signature such documents and instruments as the 
Council, Constitution or general laws require. 

The Charter also provides for appointment of a Vice Mayor to act in the Mayor’s absence and 
specifically notes in Section 5.3 that “During the regular monthly meeting in July each year, the 
council shall appoint a vice mayor to serve in the absence or the disability of the mayor. This 
appointment is for a one-year term and the vice mayor will serve during such absence or disability 
with the same powers and duties given the mayor in this section”.  

Council’s responsibilities are broad and outlined in Section 3.1 of the Town’s Charter, approved 
by the Virginia General Assembly, and provide the Council with “The powers set forth in the 
1950 Code of Virginia, as amended, are hereby conferred on and vested in the Town of 
Purcellville as such are applicable to municipal corporations”. As such, the Charter authorizes 
adoption of rules of procedure (Section 2.7) outlines that meetings shall be held (Section 2.5) 
and establishes procedures for replacement of Council members should a vacancy occur (Section 
2.6). 

As outlined in the Town Charter, the Town Council has responsibility for appointment and 
oversight of key staff, including the Town Manager (Section 2.3), Clerk of the Council (Section 
2.4}, Zoning Administrator, Zoning Board of Appeals (Section 4.2), a municipal Treasurer 
(Section 8.1), a Commissioner of the Revenue (Section 8.2). The Council has designated the 
Commissioner of the Revenue of Loudoun County to carry out the Town’s Commissioner of  the 
Revenue functions and has entered into an agreement with the County’s Treasurer’s Office for 
collection of taxes.  

The Town Code outlines other responsibilities of the Town Council including appointment of a 
Town Attorney and their duties (Section 2-226-230), and provides for establishment of Rules of 
Procedure, establishes the Town’s Committee structure, prohibits Council members from giving 
orders to Town staff under the supervision of the Town Manager along with general administrative 
responsibilities of the Council for establishment of pay levels, meeting requirements, audits, etc. 
(Section 2 of the Town Code). Establishing a cooperative exercise of powers, the Town Code 
indicates, “that the Town Manager is authorized to appoint the Police Chief with the consent of 
the Town Council’. 

The requirements of the Town Code relative to the Council also include requirements for adoption 
of the Town’s budget and policies, procedures, ordinances and general directives as proposed by 
the Town Council via appropriate motions and their ratification by the Town Council via a publicly 
held vote. An important part of Council’s governance is annual adoption of the Town’s budget 
which serves as an annual work plan, biennial consideration and adoption of the Council’s 
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Mission, Vision and Values which are intended to provide a roadmap for the Council’s, Manager’s 
and staffs efforts and includes priority projects for Council and staff  to focus on during the biennial 
cycle.    

Mayor and Town Council Findings 

The following ‘Findings’ have been generated after a careful review of direct interview responses  
conducted with the Mayor, Council members and leadership staff conducted during the week of 
March 21, 2022, a review of existing documents and public information relative to the finding. 
‘Recommendations’ have been generated to address the ‘Findings’ and incorporate methods 
utilized by other public entities where practical and available. 

A. Mayor and Town Council Composition and Focus Findings 

1. Membership of the Town Council has been fluid since 2017 and only the Mayor 
remains as a member of the 2017 governing body which served the Town’s citizens.   

2. The change in Council members has led to a wide range of new ideas being introduced 
to the staff concerning Town operations and governance. 

3. The Mayor has been an active participant in governmental affairs and has worked to 
focus the Council and staff on new methods and programs, many of which require 
considerable time in study and research by Town staff to ensure they conform to 
applicable town policies and state regulations and existing state laws. Some examples 
of new ideas and projects introduced that did, and did not, come to full implementation 
include use of brewery byproducts at the WWTP, potential sale of the Town’s water 
plant, monetization of Fireman’s Field, equestrian facility on Town owned property, 
bike park and sale of nutrient credits on a Town owned, but underutilized piece of 
property. Each of these programs or projects required additional staff time outside the 
scheduled activities included in the annual Council adopted  budgets to bring to closure.      

4. In Purcellville, the Council, led by a highly engaged Mayor, is also an active and detail 
oriented governing body, which appears to take pride in being ‘tuned in’ to the Town’s 
citizens and their desires, particularly in the preservation of Purcellville as a small town 
in the high growth environment of Loudoun County and Northern Virginia. Attention 
to detail is reflected in projects, such as development of a new Comprehensive Plan as 
well as the Town’s annual budget deliberations, review of development proposals and 
the information provided for Town citizens on the Town’s website. 

5. The Town Council, working with the Town Manager, has utilized an effective process 
for establishing a periodic review of the Town’s Mission, Vision and Values. However, 
some Council members and staff were not fully aware of how the Town’s Mission, 
Vision and Values were developed or how they are used, or to be used, in framing 
annual work plans and the Town’s budget. In addition, because of staff workload issues 
identified by the Town Manager, during the most recent cycle for updating the Town’s 
Mission, Vision and Values requested that the Council narrow initiatives to one (1) to 
three (3) items for staff to focus on due to workload issues. Council identified eight (8) 
Tier 1 and twelve (12) Tier 2 initiatives for the 2020-2022 period without 
considerations of additions to staff or evaluation of the impacts of adding a larger 
number of initiatives to be realized.   
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6. In accordance with the Town Council’s published Norms and Procedures  as posted on 
the Town’s website (adopted January 2015, See Attachment 1), the Mayor is 
exclusively responsible for oversight and preparation of Council agendas. This practice 
has often led to adding or deleting items after the draft agenda has been distributed 
without discussion with the Town Manager or Council, and the Manager or staff not 
having an opportunity to address the item that was amended or deleted. These items 
include the addition of a presentation from Velodyne LiDar and the removal of an item 
for Council to provide direction to staff to enter into negotiations with owners of 
Vineyard Square Property. In addition, according to Council member and staff 
interviews, the Town Manager has, on occasion, acceded to the Mayor’s comments on 
staff reports and allowed their editing late in the agenda preparation process requiring 
staff to work into the evening to provide Council upcoming meeting agendas and 
supporting documents on a timely basis. This practice lies outside the norm of  typical 
agenda preparation processes which typically delegates responsibility to the Clerk and 
the Manager, Manager and Mayor and/or the Manager or a combination of staff. (See 
Attachment 2) 

Recommendations 

1. The Town Council should consider adoption of a policy and procedure that requires 
full Council approval of all new requests for information from staff that require greater 
than ninety (90) minutes of staff time. (See Attachment 3) 

2. The Town Council, with participation by the Town Manager and Town Clerk, should 
revisit the Council’s Norms and Procedures to determine if adjustments to the agenda 
preparation process are required. 

3. The Town Council’s Norms and Procedures establish a framework for conduct of civil 
and professionally managed meetings. Council should revisit these annually, with the 
Town Clerk, prior to their organizational meeting to ensure that they are adequate and 
meeting the Council’s needs for conduct of meetings in the professional manner 
expected by the community. 

4. The Mayor, as the Town’s chief elected official, needs to ensure that all Council 
members adhere to the Council adopted Norms and Procedures for conduct of civil, 
professionally managed meetings typically experienced in their professional and day 
to day lives. 

5. The Mayor and Council, working with the Town Manager, should task the Town 
Manager with development of a process to revisit and revise, where appropriate, the 
Town’s Mission, Vision and Values statements as well as the Strategic Initiatives which 
focus the staff’s work and should formally adopt the process, including a timeline, 
which is adopted by the Town Council.    

6. When a new or revised Mission, Vision and Values Statement and corresponding 
Strategic Initiatives are approved by the governing body, they should be distributed to 
the Town’s leadership staff and CCB’s with discussion taking place to ensure 
leadership staff and  CCB members are familiar with the Council’s stated direction and 
to solicit ideas as to how the various CCB’s can assist the Council in realizing the stated 
vision. 
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B. Communications with Staff and the Public  

Findings 

1. As issues arise, the Purcellville Town Council is a governing body where significant debate 
often takes place on issues (growth, adoption of a new comprehensive plan, project 
planning and implementation, tax and utility rates, use of publicly owned properties and a 
range of other issues all within the Council’s legally chartered domain). In many cases the 
discussions are passionate, for or against particular reports and information provided, and 
often engage staff and place them in what has been described as uncomfortable situations 
and in the middle of policy discussions. (See various Council meetings pertaining to 
presentations on utility rates, Town investment practices, etc.) The discussion of 
philosophical differences which appears to exist, and exist in many governing bodies, can 
result in a healthy exchange of ideas and better outcomes. In information provided during 
interviews, a small number of elected officials indicated that the level of debate had risen 
to what they believed to be  ‘a toxic relationship’ among and between some elected officials 
and some elected officials and staff which results in staff being ‘caught in the middle’ of 
discussions and being viewed as suspect in their recommendations. Some examples 
provided include discussions on financial impacts of various rate components for utilities 
during the budget review process and in some planning issues related to land use and 
project approval processes. 

2. The efforts of the governing body beginning in 2017, their style of interaction with staff 
and actions taken appear to have had an impact on staff morale; particularly at the 
managerial level, but also has reached the line staff level as evidenced in exit interview 
comments received as part of this study (See Attachment 4). What is perceived to be a 
forced retirement of a former, long-term Manager and the aftermath of personnel 
investigations beginning in 2017 and comments by some elected officials then, and 
recently, have contributed to a tension developing between the governing body and upper 
level staff and interviews which has led to staff members vigorously expressing their 
frustrations in defense of staff at a recent Council meeting.   

3. Observations of Council meetings and information provided during interviews with the 
Town’s elected officials indicate that a belief exists among some that the Council is 
philosophically divided on some issues, and that the Town Manager provides a core report 
but independently reacts to what was termed the ‘second’ Council which doesn’t share the 
accepted views of the full governing body.  

4.  Council members’ passion for their individual positions on an issue, or their distrust of 
other Council members, staff or citizen positions counter to their own have resulted in 
public comments toward other elected officials, staff or members of the public which are 
considered by some Council members to have created a less favorable image of the small-
town environment which all seem to value. Examples of comments supporting this finding 
were discovered through observation of meetings or through interviews with elected 
Council members and leadership staff and include a Council member at the February 21, 
2022 meeting, providing information during an open meeting counter to advice from the 
Town’s insurer, which led the Towns insurer to issue a notice that the Town’s insurance 
coverage may be jeopardized if the practice continued. Other examples include an elected 
official asking staff in an open Council meeting, ‘What are you babbling about?’ and a 
final example includes a comment by a Council member during a meeting (February 21, 
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2022) in response to a staff report “the liar speaks”. Each of these comments provides an 
opportunity for leadership staff to feel that their work is not valued and Council is less than 
appreciative of their efforts. 

In summary, how a public organization, its membership and staff interact internally and externally 
and are perceived, through public discourse, often reflects upon the stability and  quality of the 
organization and its success in providing services to its citizens or customers. 

Recommendations 

1. The Town Council seated on January 1, 2023 should carefully review, discuss and reaffirm 
the Council’s commitment to the Norms and Procedures adopted by a previous Council  
(January 2015) to ensure they reflect the desires of the governing body. The Council 
should, at a minimum, revise the policy to ensure an agenda preparation process  with 
greater Manager and/or Clerk input. (See various agenda preparation ordinances and 
resolutions identified as Attachment 2)     

2. The Town Council should revisit the ‘Rules and Procedures’ adopted in 2015 by a previous 
Council and determine if they adequately outline how the Council wishes to conduct 
business. 

3. If  new ‘Rules and Procedures’ are adopted or the existing are reaffirmed by the Town 
Council without changes, the Mayor should ensure Council members receive a copy for 
their personal reference and are reminded of them when discussions become passionate.   

 

C. Realistic Project and Project Management Expectations 

The Town Council desires, as do all governing bodies, the best project outcome that serves their 
constituency for the best value possible. In the public sector, this requires Town staff, contracted 
staff or contractors to provide sound recommendations and to manage projects effectively and 
efficiently; maximizing the use of public funds. In considering project development issues, most 
are considered during the budget development process where the community’s staffing needs and 
projects are considered. On occasion, all public and private sector entities are provided with 
unexpected opportunities which aren’t included in the original budget process and aren’t planned 
for, but often can be adequately addressed if their numbers are limited.  

A question often asked by elected officials is “why can’t my project or every new proposal that 
comes before us be considered”?  The response is typically based upon limitations on time exist 
for leadership team staff in all organizations to take on more projects or information gathering 
outside the scope of a normal forty (40) hour work week. In Purcellville, Council should consider 
that few of the Town’s employees live in the community due to cost of living and housing 
affordability issues and commuting  to and from work and meetings adds to the time they spend 
on a daily basis. Recognizing that a seven-day week consists of 168 hours and that a standard work 
week is 40 hours, an employee may spend 10 hours commuting and 56 hours sleeping, resulting 
in an employee working a standard 40-hour week and 5 hours of extra time (for attendance at 
evening meetings, research, etc.)  spending 131 (80%) of the 168-hour week at work, at rest or 
getting to and from or at work. The remaining 37 hours may be spent with family, working to 
resolve personal issues or in productive or non-productive activities that refresh them for their 
normal duties.  While working ‘smarter’ is often a suggested solution, even those who are working 
smartly may not be able to maintain the pace of limited down time when functioning in a result 
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oriented public environment and may lead to lost productivity, turnover or burnout if not 
addressed.     

Findings        

 There is a lack of a full understanding on the part of some elected officials that the powers 
granted to the Town through the Town Charter and State Code serve as to what can, and cannot, 
be accomplished by the Town. An example includes investigations into utilization of brewery 
waste as a wastewater treatment plant process enhancer. 

 Staff is hesitant to say ‘no’ to any Council request but would like to have the ability to assess 
the impacts  of a newly proposed project on staff time and consider potential logistical issues, 
such as, ’is it legal?’ through a deliberate process which results in Council being able to make 
an informed decision on new, unscheduled initiatives that require a significant amount of time 
and research.  

 Some members of the governing body expressed a concern that staff reacts to Council requests 
too slowly and staff responses don’t meet their expectations concerning the level of detail 
provided. This perception has resulted in some elected officials striking out on their own to 
pursue a parallel path which may result in future procurement issues or other process 
challenges. An example of elected officials working on parallel path with staff include 
development of a new community information sign located at East Main Street and Maple 
Avenues where staff was in the process of developing specifications for a Council directed 
community informational sign and a separate set of design specifications were developed by 
elected officials working with a potential vendor. This, according to staff, resulted in cost 
estimates being obtained from a potential vendor by the elected officials, possibly limiting that 
vendor from participating in the required bidding process under state mandated procurement 
regulations. Other examples include the depth of Council management discussions, in 
conjunction with development of a more robust project management system held at the June 
16 Council meeting; planning for a visit from a potential vendor (Mitre) to explore security at 
the Town’s wastewater treatment plant, which occurred quickly with limited staff input and 
without full Council/ staff engagement; selection of a non-certified firm with limited 
experience to perform an ADA study which did not meet statutory requirements; and a 
proposal provided by Aqua to purchase the water plant) to project lists without serious staff 
consultation and analysis.  

 The efforts to accelerate project development or to introduce new ideas by some elected 
officials have created concerns among Town staff which have pointed out how some actions 
may conflict with Town policy or existing law (procurement/conflict of interest, etc.). As a 
result, some elected officials have commented that they believe staff are acting as 
obstructionists to accomplishing a particular objective, while some staff interviewed have 
developed a sense Council does not trust them.  
 
 Concurrent with the finding above, information collected via that a partnership between 

elected officials and staff is felt to be relatively one-sided with elected officials expecting 
staff to respond without a clear understanding of staff limitations on time for proper 
analysis, legal limitations (such as state agency historic easements and designations, state 
mandated procurement requirements, etc.). Information gathered through interviews 
indicated that some staff believed that advantages to non-certified contractors (ADA 
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study, malt/beer waste use at wastewater treatment plant (WWTP), Mitre tour of WTP, 
Aqua proposal) were of significant concern. 

 New projects are occasionally introduced to the staff without advance notice or evaluation of 
impacts on Town costs, either monetarily or in staff time. Examples of unscheduled projects 
being introduced are, but not limited to, privatization of the Town’s water system; development 
of a bike park; and expansion/development of a more robust Town-wide free internet access. 

 Several Council members and staff noted Town Managers (past and current Managers) have 
been hesitant to, or ineffective in, fully helping the governing body understand the impacts of 
new requests on staff time and operational demands. 

 While staff provides project progress updates to Council through an existing process of 
public updates at Council meetings and on the Town’s website, the Council is continually 
in search of additional information on project status and have requested that the Manager 
and staff develop a consistent project management process to provide timely information 
in conjunction with projects. Staff has not resisted these efforts, but has been constricted 
by time limitations in researching new potentials. 

 Town staff indicated that they are occasionally surprised by elected officials working 
counter to information they are receiving. Examples include the information provided in 
conjunction with negotiations with a neighboring community on a water system connection 
and sale of Town water to that community, as well as repeated efforts by an elected official 
to place a vendor proposal before Council for possible sale of the Town’s water system, 
which was presented to Council three times with limited staff involvement, creating a 
degree of uncertainty and an erosion of trust on the part of utility operations staff of the 
Town.  

 The Town Council has a healthy appetite for exploring innovative methods of resolving 
issues or improving process in a transactional manner not recognizing staff are human 
beings and dedicate a significant part of their work resolving daily operational issues that 
arise, resulting in a feeling by many staff that they are overwhelmed as they explore newly 
introduced proposed innovations or process enhancements.  

 Numerous staff indicated they believed that Council was unaccepting when briefed on 
projects being delayed outside the adopted project schedules and timelines that occur  due 
to uncontrollable field conditions that arise (supply chain (pipe) delivery issues, 
construction demand/lack of crews, etc.).  

Recommendations 

 The Mayor and Council need to carefully consider impacts of new/additional project and 
informational requests on staff, keeping in touch with the Manager. Staff can only do so 
much due to numbers and stress they experience. Adoption of a policy concerning new 
requests for information should be developed and approved as noted above.  

 Initiatives need to be taken by the Town Manager, working with the Town Council, to best 
understand what the Council’s expectations are in regard to project management and 
reporting. 
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   D.  Major Communication Issues Related to Project Management 

Based upon a wide range of information, items reviewed and interviews with elected officials and 
key staff it appears that communication between the Town Manager, the Mayor and Council have 
been inconsistent and weekly progress reports and activity updates, requested by the Council, were 
initially difficult to initiate.  

Some Town Council members indicated that, on occasion, they had been surprised by ongoing 
staff discussions in regard to projects or actions which Council may need to react to and staffing 
changes or issues that have occurred. Examples of additional issues and surprises which may have 
been avoided through improved communication include:  

 replacement of the SCADA system for the Utility system (which first was raised during 
discussion of ARPA funding allocations according to the elected official); and 

 recent rejection of bids for resevoir dredging 

As noted earler, the ‘surprise’ factor has been lessened by the provision of a weekly Managers 
Update to Council and the Manager’s efforts to expand Council interaction by rotating Council 
members into Friday meetings with the Mayor, but a more intense communication effort is 
required. 

Recommendations 

 While it appears that the Town Manager has placed the preparation of weekly briefings on 
a regular schedule they need to be expanded to provide more depth information on 
upcoming issues and recurring problems which are identified by the Town’s leadership 
staff.   

 When items of Council importance occur between briefings the Manager, working with 
Council, should develop a protocol to determine what the priority of items are that need 
immediate notification and what may be considered routine to Council and deferred to his 
weekly report.   

 

 E.  Council/Manager/Staff Relations 

 The Purcellville Town Council leads by establishing policies and work plans collectively 
when they are comfortable that the product before them is thorough and complete. Such 
policies and work plans provide the framework for staff to follow. 

 The Town Council is thorough in review of staff provided reports and asks probing 
questions, which is fully within ther purview as elected officials.  

 Some Council members indicated that they didn’t have a true understanding of what staff 
did and would like to see improved communications with staff from the Town Manager to 
react to internal problems from rank and file staff.  
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 Observations provided by staff and elected officials indicated that they are familiar with 
the Council/Manager system of government and many believe it is not working well at this 
time in Purcellville.  

  
 
 

 Council observations provided by several members indicated that they believed that ‘a 
great  deal of drama’ was prevalent today in the Town, which was partially created by 
Council’s actions toward the Manager and staff. 

  
 

 

 Some staff and Council members indicated that individual requests for information from 
the Council diverted staff time from planned day to day activities, confused staff as to how 
to best address priorities and created confusion among staff who expressed a strong sense 
of dedication and commitment to a high level of service to the community, leading to angst 
among staff who did not wish to fail to meet the need to satisfy elected officials.  

  
 
 

   

 Observations provided by staff and some Council members indicated that the Manager, 
when he acted proactively in conjunction with projects by taking what was considered by 
some as an independent action outside his authority, was chastised by some elected 
officials who believed he had overstepped his authority. This was manifested in a recent 
discussion concerning execution of needed documents for a trail from Franklin Park into 
the Town  as part of a County funded project.   

Recommendations 

 The Town Manager and the Town Council should develop a process for considering new 
projects which are introduced during the course of the year and outside the approved 
work plan included in the Town’s Budget, recognizing that the adopted budget is an 
operational workplan and anticipates that a limited number of unanticipated opportunities 
can be worked in. 

 A process should be developed and approved by the Town Council that allows the Town 
Manager, working with staff, to analyze the estimated impacts on staff time, 
legal/regulatory constraints and resources may be when new project/program 
opportunities are identified by members of the governing body.  

 The Town Manager must develop a more robust reporting process to the Town Council 
when a uniform project management process is developed.  

 A policy should be considered for adoption by Council that when individual 
informational requests exceeding ninety (90) minutes of staff research time or attention 
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is required, a vote shall be taken by Council to authorize further action. (See Attachment 
3) 

 To better the Council, the Town Manager needs to provide Council with a concise 
description of what staff does and periodically update the progress of day to day 
activities. 

 Recognizing that staff hours are limited and that ARPA funds have restrictions of time 
in which they can be expended, utilize a portion of the ARPA funds to hire a contractor 
to manage and administer ARPA projects. 

  F.  Communication Issues 

 While the initiation of weekly Manager memorandums to Council and expansion of face 
to face Friday meetings between the Manager and Mayor/Council members have been 
appreciated by the Council, have reduced an unquantified number of surprises and 
improved transparency of staff operations, the Manager needs to expand communication 
(written and oral) with the Mayor and Council to ensure  all elected officials have the 
same information at the same time.  

 All Mayor and Council communications need to be shared equally with all elected 
officials and appropriate staff at the same time so ‘surprises’ are limited. 

 The Town Manager, during discussions, indicated that a need existed to improve 
communication with staff, the Mayor and Council and that he has made efforts to do so, 
completing an ICMA leadership course that exposed him to learning more about 
leadership philosophies in a changing world, which required new efforts to empower 
staff.  

 Several Council members expressed a high level of confidence in staff reports while 
some expressed a desire to receive more detail which requires the Manager, as chief 
executive working with the Council, to anticipate their needs and work with staff in 
developing reports that meet Council’s needs.  
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I. The Town Manager’s Position and Organizational Leadership  

Purcellville utilizes the Council-Manager form of government initially developed in Staunton, 
Virginia. The Council-Manager form today is used in U.S. communities with more than 120 
million people and internationally. Fifty-four percent of the more than 4,300 U.S. municipalities 
with populations of 10,000 or more use the form, as do 59 % of the 347 municipalities with 
populations greater than 100,000. In addition, more than 800 counties also employ a similar 
system. 

Purcellville’s Town Charter, adopted several years ago and amended as needed,  generally parallels 
the Virginia State Code (Section 15.2 – 1541) authorizing appointment of a Town Manager by the 
Town Council. Both the State Code and Town Charter establish a relationship paralleling the 
traditional Council-Manager form of government outlined by the International City/County 
Management Association (ICMA) and adopted by many communities nationally. The Town’s 
Charter provides for “The administrative and executive powers of the municipality except where 
in conflict with other provisions of this charter, including the power of appointment of officers and 
employees, may be vested in a town manager. The town manager shall hold office during the 
pleasure of the council” (Charter Section 5.1.) The Charter (Section 5.2) further outlines the Town 
Manger’s general responsibilities which include duties which are enumerated below and note that 
the town manager shall:  

1. See that within the municipality the laws, ordinances, resolutions and bylaws of the 
municipality are faithfully executed; 

2. Attend all meetings of the council and recommend for adoption such measures as he 
shall deem expedient; 

3. Make reports to the council from time to time upon the affairs of the municipality; 

4. Keep the council fully advised of the municipality's financial condition and its future 
financial needs; 

5. Prepare and submit to the council a tentative budget for the next fiscal year; and  

6. Perform such other duties as may be prescribed by the council not in conflict with this 
charter. 

In addition, Section 5.3 of the Town’s Charter provides that, “All officers and employees of the 
municipality, as the council shall determine are necessary for the proper administration of the 
municipality, shall be appointed and may be removed by the manager”. 

In general, the Town Manager’s responsibilities appear to be clear from an administrative 
standpoint. He, or she, serves as a chief executive, advising the governing body on required 
future initiatives, executing existing policy initiatives and directions approved by the Council 
and managing the organization on a daily basis, much like a Chief Executive Officer in the 
private sector. 

While parallels exist between private and public sector managers and the general responsibilities 
outlined above the public sector manager has a level of scrutiny and, in some cases, 
accountability, not enjoyed by private sector managers due to the environment in which they 
have chosen to work. As opposed to private sector managers, public sector managers deal with 
a potential change in their governing body on a frequent basis and stability of the elected body 
is maintained through a series of publicly discussed decisions which are perceived to benefit or 
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harm the community and its citizens, each of which has a voice in the decision - making process- 
if they choose to exercise it. 

Coupled with almost all significant decisions requiring public action, the availability of 
information via electronic means, an ever-increasing complexity of day to day operations created 
by changing laws and regulations, a more engaged and informed citizenry and an often-fluid 
public opinion concerning the efficiency of government operations, the role of the public 
manager has changed significantly over the last decade. Whereas a manager in years past often 
saw and interacted with Council members infrequently between meetings, communication and 
sharing of information today is on a more immediate basis to ensure the elected body is kept up 
to speed on the ever-changing  environment local governing bodies experience in an attempt to 
avoid surprises that the elected official may be confronted with by a constituent. 

In addition, in today’s public sector environment, skilled managers are charged with providing 
information through a range of reports to the governing body which are more highly detailed and 
complex than those provided in the past; often because elected officials are more engaged in the 
process of governance and also have a higher level of accessibility to information than their 
predecessors.  

Combined with the challenges brought on by the unknowns of Covid, such as creation of the 
remote working environment to provide and maintain services, the unknowns of the impacts of 
the virus on individuals, the subsequent introduction of significant amounts of federal money to 
mitigate the economic impacts of the virus, the range of additional challenges today’s manager 
must face versus those of their predecessors goes on and has changed the environment managers 
work in dramatically.  

As noted previously, significant challenges managers face today have been magnified by the 
changing nature of information available not only to the elected officials, but to citizens and staff 
requiring a greater commitment to a high level of detail in regard to daily operations and tracking 
information and projects. Coupled with the increasing pace of the decision-making process, 
today’s manager needs to be fully engaged in the ‘care and feeding’ of the governing body he/she 
serves and staff he/she manages through continuous communication to ensure surprises are 
avoided, that the governing body is as up to date and is as informed as possible and that staff and 
project related issues are addressed in a thoughtful, timely fashion.  

To successfully accomplish this, today’s successful manager must be in constant communication 
with staff and the governing body he/she serves to ensure ‘surprises’ are minimized for the 
governing body and that business is conducted at the pace expected by the community. In 
addition, today’s manager must demonstrate a high level of engagement with staff and members 
of the governing body and serve as a facilitator in the problem-solving process and is no longer 
able to rely upon the manager being viewed as the ‘expert’ on any particular issue. Consequently, 
besides technical competence, a successful manager in today’s world must be a constant 
communicator and an individual who has the courage and ability to gauge the community’s 
personality and adjust his or her management style  and decision-making to the environment in 
which he or she works. 

Finally, as in the past, elected officials rely upon their manager to be a subject matter expert, or 
have access to staff or to bring them resources who are, or who become subject matter experts 
as new problems arise. The governing body, which often is inquisitive and provide a wide range 
of ideas and information from constituents and their own research, has a responsibility to ask 
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questions, share information equally with their fellow elected officials and engage in meaningful 
discussions concerning which results in decisions that best serve the community they are elected 
to represent.        

As noted earlier, the Town of Purcellville is working to retain its small-town environment, while 
being located in one of the fastest growing and most affluent counties in the United States. 
Purcellville exists in an environment where public policy is debated continually at the national 
level requiring that leadership staff fully understand the environment in which they serve.                

 

Town Manager Leadership Findings 

I. Communication 

  
 
 
 
 
 

 

 The Town Manager, as noted in other areas of this document, is working to achieve a 
reasonable work-life balance. His practice has been to appoint an ‘acting’ manager 

 
 
 

 Within the last year, the Town Manager developed a reorganization plan that was 
discussed with the leadership and issued a memorandum explaining why certain 
functions were being moved explaining the process and rationale for reorganization for 
staff.  

 

 The members of the Town Council are detail oriented and staff reports should reflect 
an appropriate level of detail.  

 
 
 
 
 
 
 

 In addition, it was noted that when responses to questions are 
provided, responses need to be simpler and addressed in less eloquent terms. 

 Recognizing that they must honor the Town Code, limiting Council members ability to 
direct staff, Council members indicated that they would like to retain a direct line of 
communication with department heads to obtain basic information, but nothing (such 
as new project initiation) beyond. 
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 There exists a mindset among some elected officials that the staff are required to inform 
the governing body concerning everything, and immediately, but that elected officials 
are discretionary in what they share with staff. 

  
  

  
 

o  
 

 

o  
  

o  
 
 

  

o  
 
 
 
 
 
 

 

II. Project/Program Management 
 

  
 
 
 
 

l 
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III. Staff/Manager/Council Relationships 
 

 Town staff needs to recognize that relationships and the work environment changes,  
(Council’s/ Managers change) and recognize that the current Town Manager and his 
style are different than previous managers they may have served, and work to educate 
the Manager on how Purcellville has ‘worked’ in the past. 

  
 

  

  
 

  

  
 

  
 

  
 

. 

  
 
 

 

 The Manager recognizes a need to meet more regularly with key leadership staff in a 
one on one setting to discuss departmental operations.      
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 publicly recognize significant milestones and project accomplishments. For 
example, during the current Manager’s  tenure and through staff’s efforts, the 
Town has entered into an agreement with Loudoun County for tax bill printing 
and collection and has implemented several of the Munis finance and 
accounting modules as well as the recruiting and employee performance 
management modules for human resources, with Human Resources staff 
continuing to work on implementation of the time management system to 
better track how time is being spent in different areas of employee service. 

 develop a documented vision for town staff. 
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Recommendations 

A. Communication 

 As the Manager proposes and implements organizational changes impacting 
leadership, staff needs to be engaged in the process and advance communication needs 
to be provided to impacted staff in advance and at a level of detail clearly explaining 
the need for the change and how it will affect them. 

 The Town Manager should reaffirm his commitment to regular meetings with key 
leadership staff to review departmental operational efforts and progress in reaching 
identified project/program objectives. 

 Increased communication methods with the Town Council which define what are 
priority issues for Council notification at different levels (immediate, Friday briefing, 
phone call, etc.) should be developed and implemented. 

  
 
 
 

 

 Efforts to meet with key leadership team members individual on a more routine basis 
to discuss operational issues and needs and to identify leadership challenges within the 
department or division should continue and become a part of the Manager’s regularly 
scheduled events.   

 

B. Project Management Recommendations 

 The Town Manager needs to take on a more aggressive ‘hands on’ approach in 
coordinating and developing a more robust and comprehensive project management 
system for all departments, ensuring milestones are established and accountability 
measures are in place.    

 When new projects are identified and the project is in the early planning stage, the 
Town Manager, working with leadership staff, should assign a project manager, who 
has capacity to take on and manage the project and whose new responsibilities will not 
delay already assigned projects. 

 When new projects are identified, the Town Manager needs to take a leadership role in 
establishing project and outcome strategies, analyzing issues related to the project, 
communicating details related to the proposed project to assigned staff and the Mayor 
and Council providing a plan to provide well-thought out, documented responses to 
issues which may arise so unanticipated issues expeditiously. 
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 The Manager must monitor project or issue resolution progress continually, and 
assigned staff should understand levels of accountability for not meeting project or 
issue resolution objectives. 

 

C. Staff/Manager/Council Relationship Recommendations  

  
 

 

  
 

 

  
 

 

 Understanding that leadership staff have valuable ideas to contribute to the organization 
and are directly in touch with line staff on a more frequent basis, the Manager should 
continue to hold periodic staff meetings to gain insight to developing issues, inviting 
staff to participate in placing topics on the agenda for discussion and ensuring that all 
participants arrive on time and participate in meaningful discussion. 

 When successes occur, the Manager should develop a form of recognition 
acknowledging the successful outcome, those that contributed to the outcome and the 
value the outcome provides to the Town and its citizens.  

 As new tasks are assigned establish realistic expectations for completion and a schedule 
for periodic progress updates.  
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Committees, Committees and Boards (CCB’s) 
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III. Committees, Commissions and Boards (CCB’s)  

As noted previously, the Town of Purcellville encourages public engagement of citizens in the 
Town’s governing process. One facet of this process is establishment of Committees, 
Commissions and Boards (CCB’s). The Purcellville Town Code specifically authorizes 
appointment of nine (9) CCB’s establishing membership and meeting guidelines and outlining 
each CCB’s powers and duties. The Town Code also establishes a requirement that Council 
members be designated to serve as liaisons to the CCB’s and, in several cases, that Town staff 
shall be assigned to provide technical support to the assigned CCB. 

CCB’s their Council liaison, meeting frequency and staffing assignments currently include: 

 

Committee, 
Commission or, Board  

Meets Council Liaison Staff Liaison 

 Arts Council  

 

Monthly Mary Jane Williams Division Manager - Parks and 
Recreation 

Board of Architectural 
Review*  

Monthly Erin Rayner Director of Planning and Economic 
Development, or his/or designee 

Board of Zoning 
Appeals * 

As 
needed 

None Director of Planning and Economic 
Development, or his/or designee 

Community Policing 
Advisory Committee 

Monthly Mary Jane Williams Police Chief 

Economic Development 
Advisory Committee 

Monthly Christopher Bertaut Director of Planning and Economic 
Development, or his/or designee 

Parks and Recreation 
Advisory Board 

Monthly Tip Stinnette Division Manager - Parks and 
Recreation 

Planning Commission* Twice 
Monthly 

Stan Milan Director of Planning and Economic 
Development, or his/or her designee 

Tree and Environment 
Sustainability 
Commission 

Monthly Joel Grewe Division Manager - Parks and 
Recreation 

Train Station Advisory 
Board 

Monthly Mayor Kwasi Fraser Division Manager - Parks and 
Recreation 

*Required by the Code of Virginia 

The Town Code also authorizes appointment of community development authorities for specific 
projects authorized under the Code of Virginia and standing committees of Council for budget, 
transportation, infrastructure, public safety and ways and means. Council has elected to serve as a 
committee of the whole for these areas and no standing committees have been appointed. 

The purpose and intent of the Town’s committees, commissions and boards are in various forms 
of detail, and Council and elected officials have empowered the CCB’s and encouraged them to 
act independently.     
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Appointment of such bodies, as outlined in the Town’s 2018 Organizational Assessment 
performed by the Novak  Consulting Group, allows the Council, ‘……. to  review critical issues, 
engage with the public, perform independent research, review staff reports and recommendations, 
and provide the Town Council with informed recommendations and feedback. These advisory 
boards represent a structured way for individual residents and stakeholders to share their opinions 
and perspectives in a focused, ‘small group format’.  Also, as identified in the Novak report,’ While 
the core elements describing how to structure and operate advisory boards are largely defined in 
the Town Charter and Code as described above, there is little official guidance available regarding 
each advisory board’s purpose, role, and strategic goals. This creates several challenges for 
advisory board appointees, the Town Council, and Town staff.  

As confirmed in the Novak report,’ First, the lack of a defined purpose can create a lack of direction 
for appointees and staff regarding each group’s role and responsibilities. Second, there is a 
tendency for some appointees to move beyond an advisory role and begin directing staff members 
to accomplish specific projects and initiatives. This direction can create significant additional 
workload for the organization. There is also a danger that projects generated by advisory boards 
may conflict with the Town’s strategic goals, resulting in contradictory assignments. Finally, 
assignments generated by appointees without the knowledge of the Town Council or Town 
Manager can impede effective communication within the Town organization’. 

In discussing relationships between the CCB’s, staff and the Council, it appears that the findings 
and recommendations noted above have not been addressed by the Council and the Town Manager, 
and business with the CCB’s continues to go on as it has in the past. Because the additional 
guidance recommended in the Novak report has not been addressed, it appears that some conflicts 
have arisen in regard to staff relationships with CCB’s and that inconsistencies exist from some 
CCB’s as to how staff is engaged and what their role is, leading to a limited number of 
misunderstandings and communication issues.  

 

I. Commission, Committee and Board (CCB) Findings 

Council/CCB Relationships 

 In Purcellville, CCB’s appear to play a major role in providing an independent source 
of information and ideas to the governing body, and that their role has been deemed 
important enough to codify their purpose and composition as part of the Town Code.  

 A Code of Conduct/Policies have been adopted by the Council and are in place and 
published providing structural guidance for all  CCB’s.   

 It was noted by some Councilmembers and staff that the elected officials often bypass 
Council and the designated Town Council Liaisons raising issues with some CCB’s 
with knowledge before and after the fact that issues may exist (i.e. procurement). 

 All CCB’s are active and meet on a regular basis and are actively engaged through their 
Council liaisons and Town staff in a variety of projects and programs specific to their 
designated areas of expertise.   

 Information provided by staff indicates that recent communications between CCB 
chairs and staff  has not been clear leading to confusion concerning meeting dates with 
at least one committee that was working toward a deadline. 
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 CCB’s have been briefed concerning the Town Council’s Mission, Vision and Values 
and a need to focus on efforts to work toward realizing them within their areas of 
responsibility, but, in some cases, have not embraced them. 

 In some cases, trust issues have developed between staff and their designated CCB 
which was addressed by the Town Council and the Manager, but it appears attempts to 
rebuild trust post investigation have been slow to materialize. 

 Vigorous and passionate debate on project specific issues occasionally occur at CCB 
meetings.  During the observation period, remarks made by a CCB member concerning 
certain property owners in the Town and their appearance; the intent of individual 
applications under review, open almost hostile conflict with staff concerning issues 
before a particular CCB, and debate concerning the role of staff in support of the CCB  
resulting in animosity/trust issues created between Town staff and some community 
members was observed.   

 Some assigned Town staff are not a good fit with their assigned liaison areas. In some 
cases, the assigned staff member, because of their past level of experience, has  
attempted to influence the direction of the group, resulting in nominal engagement from 
members and no one desiring to serve Chair.  

 Assigned staff, in some cases, have chosen not to provide a staff report to their assigned 
CCB and have not provided subordinate staff in attendance with adequate information 
for presentation and discussion about activities related to the CCB. 

 There appears to be  a lack of understanding among some Council members and some 
CCB’s concerning staff limitations in regard to available time of staff to carry out CCB 
assigned tasks and the daily operational tasks and responsibilities they are responsible 
for.  

 Two (2) departments (Parks and Recreation and Planning and Economic Development) 
with smallest staff numbers provide staff liaisons to eight (8) of nine (9) of the Town’s 
CCB’s placing significant  impacts on staff concerning the allocation of time in 
performing day to day operational responsibilities with CCB projects and activities.  

 

Committee, Commission and Board Recommendations 

 New appointee orientation sessions should be held for each new CCB appointee at the time 
of appointment and biennial refresher sessions should be held for all CCB members to 
celebrate their accomplishments and revisit Town Council adopted procedures and 
expectations.    

 All CCB’s should have an opportunity to revisit their stated mission as outlined in the 
Town Code to fully understand their charter. 

 All CCB’s should review existing guidelines/policies which provide guidance for them, 
including Town Council Strategic Initiatives (adopted March, 2021) and the Purcellville 
Code of Conduct for Committees, Commissions and Boards (adopted February 12, 2013).  
(See Attachment 5) 
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 CCB Chairpersons and their members should embrace their role as a representative of the 
Town and Town Council appointee and carefully consider their remarks during CCB 
meetings and in the community. 

 The Town Council working with designated CCB liaisons should focus on better 
integrating the CCB’s efforts into the Town’s  Mission, Vision and Values and Strategic 
Initiatives as outlined in the Novak Report. The recommendations in the Novak Report 
concerning CCB’s should be revisited by the Council and discussed with staff liaisons and 
each CCB as the Council works to better coordinate their efforts with their designated 
advisory bodies.   

 The Town Council should consider adoption of a CCB manual which clearly defines each 
CCB’s responsibilities and operational procedures, including a clear definition of staff 
responsibilities and provision of an annual report of the CCB’s activities to the Council. 
(See Attachment 5) 

 As the Council’s Mission, Vision and Values change, each CCB should be provided a copy 
as they frame their  annual work plans. 

 The Town Manager should review CCB/staff liaison assignments and ensure the liaison 
has a clear understanding of the Town Manager’s expectation for the liaison and his/her 
responsibilities to the assigned CCB. 
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An important component of this study is to create a standard ‘annual project work plan’ format to 
be utilized across departments, which allows managers and members of Council to easily identify 
key tasks, responsible parties, key dates, and to create a staff-level system of reporting, by which 
key deliverables are routinely tracked and adjusted as needed.  

In prior sections of this report, it has been noted that the current and previous Town Councils value 
Purcellville’s businesses and citizens and are working within available resources to continually 
improve the community. It is also clear from interviews conducted  for this report that not everyone 
is comfortable with the level of detail provided by staff pertaining to project development and 
management.   

To address these concerns, information has been gathered via personal contact with project 
management staff and executives, a review of the Town’s current systems and a review of systems 
in other organizations. 

 

Existing Town Systems 

While possibly not acknowledged, the Town’s budget serves as a key major annual work plan for 
the Town outlining potential resources and anticipated operating and capital expenses for 
maintaining daily services to the Town’s citizens and identifying major quality of life 
improvements through capital investments. As currently in place, the format for budget preparation 
in Purcellville is well developed, uses technology to a high degree in its preparation and 
monitoring/reporting with development and end products available to the Council and general 
public through the Town’s financial dashboard. 

 

Key Elements of  Work Plan Development  

Annual work plan development and management is the process and activity of planning, 
organizing, motivating, and controlling resources, procedures and protocols to achieve specific 
goals for an organization. A project is a temporary effort designed to produce a unique outcome 
or result with a defined beginning and end (usually time-constrained, and often constrained by 
funding or deliverables) undertaken to meet unique goals and objectives, typically to bring about 
beneficial change or added value. A program is focused on delivery of a continuing service. 

In considering new projects and programs, a thorough assessment of the potential program or 
project is necessary. For new projects or programs, it is suggested that the following outline will 
assist the Town in successfully planning for and managing future projects and programs. 

Step 1: Define the project 

When a community defines the real purpose of a project or new program, the intent, challenges 
and opportunities for the project or program get clearer. Consequently, knowing where you want 
to end up with the project or newly identified program is especially important at this stage. 
Included with the initial definition of the project is determining how it may fit the Town’s Mission, 
Vision or Values and how it may successfully address the Town’s identified initiatives. 
Establishing a project or program vision for the most successful outcome helps you establish 
guidelines for keeping the project/program  on the right path. 
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Step 2: Identify and meet with stakeholders 

It is important to remember that stakeholders, typically the Town Council, is not the sole 
stakeholder in program/projects development; a stakeholder is anyone who’s affected by the 
results of the project/program. That includes those effected by construction and end users, as well. 
In the planning stage all stakeholders should be identified and their interests kept in mind when 
the program/project plan is being developed. At this stage, meetings between leadership staff and 
key stakeholders who may be affected by the program/project to discuss their needs and 
expectations, and establish baselines for project scope, budget, and timeline are helpful. From these 
meetings, creation of a Scope Statement document to finalize and record the details of the project 
scope should be developed, getting everyone on the same page, reducing the chances of costly 
miscommunications. 

Step 3: Establishment and prioritization of program/project goals 

Once a list of stakeholder needs is identified, they should be prioritized and specific project goals 
established. These should outline the objectives of the project  and the benefits the Town hopes to 
accomplish. 

Step 4: Establish measurable criteria for success 

Each project/program will need to have assigned interim milestones, especially for a project or 
program that will span a long time, to determine if the project/program is staying on track or 
straying from the project’s goals. Included with these are both internal checkpoints and client 
checkpoints to determine if there are questions or comments that may impact project outcomes. 

Step 5: Define critical program/project milestones and deliverables 

Staff should identify crucial elements of the program/project to ensure timely delivery. Major 
components should include four main phases: initiation, planning, execution and closure. 
Performing a detailed evaluation at the end of each phase and ensuring they are complete are key 
features. For example, making sure every deliverable is examined, from technical documents to 
the project plan must be adequate and in place to ensure the program/project is meeting the 
program/project specifications. 

Step 6: Select team members, and assign responsibilities 

Gather team members, and make sure that skill-sets align with required roles. This is an important 
first step, because if the wrong person is assigned to a task, chances may be reduced for success 
before the program/project begins. At this stage, all team members should be clear on what is 
expected from them and when and that clear and open communication is mission-critical. 

Step 7: Choose the right software for project management 

Behind every successful project management effort there is a stable and comprehensive software 
solution that provides the necessary background for effective project realization. The Town 
currently is managing projects through Excel sheets developed in house, which are working for 
current staff. If the Town decides a professional project management software solution is required, 
a quality solution should provide the following functionalities: 

 Ability to define project tasks 
 Ability to track project tasks to determine if tasks are on schedule 
 Ability to manage resources – people, money, tools, time, needed to achieve the 

project goals 
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 Flexibility in defining project templates 
 Ability to track project budget versus actual 
 Project planning features in phases and tasks 
 Budgeting of projects related to project milestones 
 Invoice-based project milestones 
 Generation of project financial reports for staff and Council review  
 Ability to add resources, time and expenses to projects 
 Ability to manage scope changes 
 Ability to interface with existing Town financial software for accounting/reporting 

purposes 

Step 8: Creation of the Project Schedule 

Each deliverable and definition of the series of tasks that need to be completed in order to 
accomplish each task should be developed. For each task, a determination of the amount of time it 
will to complete, the resources required, and who will be responsible for its completion should be 
factored involving the designated program/project team the team should identify, which tasks, if 
any, need to be completed before others can begin. The staff who will be doing the work or have 
experience in a particular functional agency of the Town have important insight into how tasks get 
done, how long they’ll take, and who the best person to tackle specific task may be. 

Step 9: Complete a Risk Assessment 

No project is risk-free. The project lead should carefully examine all issues that may exist up front 
that may or will affect your project. When identified steps, which could be taken to either prevent 
certain risks from occurring or limiting their  impact, should be thoroughly discussed.  

Step 10: Evaluate Program/Project Progress  

Deliverables should be tested at every critical milestone to ensure that the final program/project 
meets original program/project requirements and expectations are being met. 

Step 11: Evaluate Program/Project Results 

Once a project has been completed, it’s important to do an “after action” report, even if it is only 
for internal purposes determining what went right and what went wrong, determining what could 
or should have been done differently, and establishing best practices for future projects.  Once a 
program is up and running reports toward goals should be reported on a monthly basis.  

For all programs, the following elements should be provided in periodic reports as determined by 
the Council and staff working together: 

Administrative Items 

 Project Name 
 Project Description 
 Staff Member Responsible for The Project 
 Date of Report 
 Strategic Initiative Area Addressed 

Project Milestones 

 Project Budget Approved Amount  
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 Project Budget Expended to Date 
 Project/Program Budget Amendments (date/amount) 
 Activities Completed During the Reporting Period 
 Timeline for the Program/ Project 
 Challenges/Obstacles Identified During the Reporting Period Which May Impact 

the Project Schedule  

 

General Comments 

The Town is using many of the criteria above in budget preparation on an annual basis and in 
quarterly reporting of capital projects reported to the Council and citizens and Board through 
Council provided documents and the Town’s website. The general parameters and reporting 
outline described above, if considered useful, should be transferred to an electronic format for 
distribution to staff and use in reporting to the Council on a monthly basis or on a less frequent 
quarterly schedule if desired.  It is believed that the information provided meets or exceeds 
information provided to comparable governing bodies as researched and discussed with both 
public and private sector project managers and professionals.           

 

Closing Summary 

The information contained in this report reflects information freely provided by elected officials 
and staff and conveys a high-level of interest that the Town of Purcellville continue to serve its 
citizens in an open manner. It should be noted that Purcellville is not unlike many communities 
today as the Council discusses issues and seeks accountability on behalf of its citizens. It is hoped 
that the major themes of the report, which the analyst believes to be communication and civility, 
are recognized as components of a healthy and productive environment for the governing body as 
well as productivity of staff. 

 

Attachments: 
Item 1 Council Norms and Procedures 
Item 2 Agenda Preparation Policy Examples 
Item 3 New Project Approval Process/Work Plan Time Limits 
Item 4 Exit Interview 
Item 5 CCB Organizational Manuals  
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Guide to Advisory 
Committees, Boards 

and Commissions 

Town of Warrenton 
18 Court Street 

Warrenton, VA 20186 

ATTACHMENT 5 CONT'D)



The information outlined in this document is for descriptive purposes only 
and is not intended to supersede or substitute for any legal provisions in the 

Town Charter or Code of the Town of Warrenton. In all cases, the reader 
should note that provisions of the Town Charter and legislative actions of the 

Town Council shall prevail and be binding. 
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APPOINTED CITIZEN COMMITTEE, BOARDS AND COMMISSIONS 
 
The Town of Warrenton is served by a number of citizens as members of committees, boards and 
commissions. Each Committee, Board and Commission exists to provide the Mayor, Town Council, 
and staff members with needed insight into areas of citizen interest or concern. Committees, boards 
and commissions are intended to make recommendations to the elected officials. All legislative 
authority is vested in the Town Council. 
 

ADVISORY BODY # OF MEMBERS 
Board of Zoning Appeals 5 members 

Architectural Review Board 5 members 
Planning Commission 5-15 members; currently 6 members 

Committee on Health Parks and Recreation 2 Citizen Members plus 3 Council 
Members 

Public Safety and Transportation Committee 2 Citizen Members plus 3 Council 
members 

Finance Committee 3 Council Members 
Public Works and Utilities Committee 3 Council Members 

 

SELECTION OF BOARDS, COMMITTEES AND COMMISSION MEMBERS 

A member of a Town Boards, Committees and Commissions serves an important role in community 
life. The input of the members helps shape the policies under which the Town operates. Each Board 
and Committee commission shall have its own rules for a nominating process.  
 
THE ROLE OF A BOARDS, COMMITTEES AND COMMISSION MEMBER 

By accepting a position on a citizen committee, board or commission, members agree to: 

 
1. Review the meeting material as distributed by the Staff liaison so that they are prepared 

to participate in the meeting. 
2. Attend as many meetings as possible and no less than 50 percent of all scheduled 

meetings each year. 
3. Attend periodic ethics training as scheduled by the Town. 

 
Each Boards, Committees and Commissions shall meet at least annually. Each Committee, Board 
and Commission shall also elect a chair and a vice chair on an annual basis. 
 
Terms of office for Board of Zoning Appeals, Architectural Review Board and Planning Commission 
shall be four years. Terms of Council Committees shall be for two years and expire on June 30 of 
even numbered years (Finance, Committee on Health, Parks and Recreation, Public Works and 
Utilities and Public Safety and Transportation). 
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SUPPORT OF BOARDS, COMMITTEES AND COMMISSION 
ACTIVITIES 

Role of the Council Liaison  
 
A member of the Town Council may be appointed by the Mayor to the Planning Commission and 
Architectural Review Board as a non-voting council liaison. Council liaisons do not count toward a 
quorum. The role of the council liaison is to communicate the Town Council's needs, policies, and 
interests to the members of the board, committee, or commission and to communicate back to the 
Town Council the recommendations made and discussions held by the board, committee, or 
commission. 
This ensures thorough communication between the elected officials and the members of the boards, 
committees and commissions. 
 
Council liaison assignments are made on a biennial basis shortly after mayoral and council elections. 
The experience and interests of each member are considered in the assignment. 
 
Role of the Staff Liaison 
 
Each committee, board and commissions typically assigned a staff liaison by the Town Manager or 
his/her designee. Staff liaisons are members of the administrative staff and have knowledge and 
expertise in the functional area in which the Boards, Committees and Commissions is involved. The 
staff liaison is a non-voting member of the Boards, Committees and Commissions and does not count 
toward a quorum. 
 
The staff liaison serves as follows: 
 

1. to provide factual information to help members make their decisions and formulate 
their advice to the Mayor and Town Council. 

2. to facilitate the meeting process by working with the chairperson to schedule meeting 
times, dates, and locations. 

3. to coordinate with the chairperson on the various activities of the board, committee, 
or commission. 

4. To provide continuity to the work of the Boards, Committees and Commissions by 
maintaining complete files of the work of the Boards, Committees and Commissions 
and to facilitate access to these records upon request by any member, Town official, 
employee or the members of the public. 

5. to annually review with the Boards, Committees and Commissions 
6. Open Meeting Law requirements pertaining to open meetings, minutes, agenda 

posting, etc., and ensure proper procedure is followed. 
7. to develop the agenda in collaboration with the chair, and ensure every meeting 

schedule and agenda are posted on the Town Website. 
8. To advise the Town Manager of the activities of the board, committee, or commission 

ensure thorough communication between the administrative staff, the members of the 
Boards, Committees and Commissions and the Mayor and Town Council. 

9. to schedule, in conjunction with the chairperson, no less than one (1) meeting per 
year. 
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          Role of the Mayor 
 
The Mayor serves or designates someone to serve as an ex-officio non-voting member of all 
boards and commissions [Municipal Code Sec. 125.010 (c)]. In order to effectively carry out 
the duties of the office the Mayor may attend the meetings of any board or commission and 
participate in a discussion with the members.  

 
Role of the Town Attorney 

 
The Town Attorney is the legal counsel to the Town Council, and its appointed boards, 
committees and commissions of the Town. The Town Attorney reports to the Town Council. 
Members of any boards, committees and commissions who desire the advice of the Town 
Attorney on a matter before the board, committee, or commission may coordinate such a 
request through the staff liaison. 

 
Role of the Chairperson 

 
Each board, committee, or commission has a chairperson to facilitate the work of the members. 
The chair is selected by the members on an annual basis. 

 
The role of the chairperson is as follows: 

 
1. to call meetings, chair meetings, and set agendas. 
2. to coordinate with the Mayor and Town Council on the Town's needs, policies, and interests 

and to communicate them to the members of the board, committee, or commission. 
3. To coordinate with the staff liaison, and through this individual other members of the Town 

staff, on matters requiring the attention of the staff. 
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FOR THE RECORD AND A MATTER OF ETHICS 

Virginia Open Meetings Law 
 
All boards, committees, and commissions of the Town of Warrenton are subject to the provisions of 
the Virginia Open Meetings Law, (VA Code 2.2-3707). 
 
Posting of Meeting Notices and Agendas 
 
Notices of meeting are required to be posted at least three working days in advance of the meeting. 
The meeting calendar is posted on the Town’s Website. In addition to the meeting notices, meetings 
agendas will be developed and posted for the meeting containing the items of business to be 
discussed. The staff liaison works with the chairperson to develop this agenda. The agenda may be 
brief and simply contain a listed of the items to be discussed. When required, a legal notice will be 
posted with a local newspaper. 

Minutes 
 
Recordings and or minutes of all committee, board and commission meetings will be taken in 
accordance with VA Code 2.2-3707. 
 
Minutes should be approved by the board or commission at the next meeting. The department with 
the operational responsibility for the board, committee, or commission’s primary function typically 
maintains the board, committee, or commission’s file, including the minutes and other work papers, 
subject to supervision by the Town Clerk. 
 
Attendance - determination of a quorum 
 
In order to conduct business, the board, committee, or commission must have a quorum. A quorum is 
a simple majority (half of the regular members plus one). The chairperson is considered a member in 
the determination of a quorum. A quorum is generally calculated out of the total number of seats on a 
board, committee, or commission or Task Force, not out of the number of seats currently filled. For 
example, if the Committee has 7 members and 2 vacancies, the quorum is counted out of 7 members, 
not 5. (However, for those bodies with flexible membership, described as “up to” a certain number, a 
quorum is determined based on the current number of appointed members). The Mayor, Council and 
Staff liaisons do not count toward a quorum. In the event a quorum is not obtained, the chairperson 
can hold discussion on the agenda items; however, no official business may be conducted without a 
quorum. Should late arrivals change the status, then actions may be considered. 
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Public accessibility and accommodation of special needs 
 
Individuals with special needs are encouraged by Town policy to communicate their needs to the 
Office of the Town Manager in advance of any meeting so that the proper accommodations can be 
made, if any are required, for the individual to participate in the meeting. 
 
In the event an individual with a special disability attends a meeting without advance notice of the 
need to provide an accommodation, the chairperson shall, absent an impending deadline for action, 
make reasonable effort to postpone and reschedule the item of business for which the individual is 
attending the meeting until arrangements can be made to satisfy the need(s) of the person. 

Conflicts of Interest 
 
The Virginia Conflict of Interest Act (VA Code 2.2-3100) sets forth the ethical standards of conduct 
expected by the elected and appointed officials and the employees of the Town. Further, the 
TownCouncil adopted a Code of Ethics in 2016 for itself and members of all appointed bodies. 
 
Each member of a board, committee, or commission of the Town is required by ordinance to attend 
ethics training. The Town of Warrenton will periodically schedule ethics training for their employees 
and all board, committee and commission members. Each appointed official is also required to read a 
copy of the Town's Code of Ethics and to sign a statement indicating that he or she has received and 
read the material. These statements are maintained by the Town clerk. 
 
Finally, during orientation each of the incoming Planning Commissioners is given a copy of 
American Planning Associations “Ethical Principles in Planning” that is a guide to ethical conduct 
for all who participate in the planning process. 
 
Advisory Opinions 
 
The Town Attorney is authorized to issue advisory opinions to elected and appointed officials upon 
request in an attempt to ascertain whether the ethics code is applicable in a given situation. 
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THE BOARDS, COMMITTEES AND COMMISSIONS DUTIES AND 
RESPONSIBILITIES 
 
BOARD OF ZONING APPEALS 
 
General Provisions 
 
The Board of Zoning Appeals (BZA) shall hear and decide appeals from any order, requirement, 
decision or determination made by an administrative officer in the administration or enforcement of 
the Zoning Ordinance. The BZA shall adopt such rules and regulations as it may consider necessary 
to carry out its authorized business. 
 
Authority and Membership 

The Board shall consist of five (5) members and shall be appointed by the Circuit Court of Fauquier 
County. Members shall be residents of the Town of Warrenton. The Board shall receive 
compensation for traveling expenses and may receive other such compensation as may be authorized 
by the Town Council. 
 
Appointments to fill vacancies occurring otherwise than by expiration of term shall in all cases be for 
the unexpired term. The term of office shall be for five (5) years. One of the five appointed members 
may be an active member of the Planning Commission. 
 
Any member of the Board may be removed, for malfeasance, misfeasance or nonfeasance in office, 
or for other just cause, by the Circuit Court, after a hearing held after at least fifteen (15) days written 
notice. 
 
Any member of the Board shall be disqualified to act upon a matter before the Board with respect to 
property in which the member has an interest. 
 
The Board shall choose annually its own chairman and vice-chairman who shall act in the absence of 
the chairman. 
 
The Town Manager shall appoint a staff member to serve as secretary to the Board of Zoning 
Appeals, without vote and shall prepare minutes of meetings, keep all records and conduct official 
correspondence of the Board. In the absence of the secretary at any meeting, the Board shall appoint 
some other person, who may or may not be a member of the Board, to prepare the minutes thereof. 
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ARCHITECHTURAL REVIEW BOARD 
 
Organization 
 
The ARB consists of five Town Council appointed citizen volunteers who must have specialized 
knowledge and interest in history, historic preservation and/or architecture. Members are appointed 
for a term of four (4) years. Initial appointments are three (3) members for four (4) years, and 
remaining members for two (2) years. The ARB elects from its own membership a chairman and 
vice- chairman to serve annual terms and may succeed them. The Planning Director or designee 
serves as Secretary to the ARB. 
 
ARB Charge 
The Architectural Review Board is charged by the Town Council with the review of most exterior 
alteration on all elevations of buildings, additions, demolitions, relocations, reconstruction, repairs 
using dissimilar materials, new building construction, walls and fences exceeding three-and-one-half- 
feet in height, signs, awnings, skylights, HVAC units (except for window air conditioners on 
residences), exhaust fans and any other major actions which would have a substantial effect on the 
character of the historic district. With approval, the ARB issues a Certificate of Appropriateness to be 
displayed on the front of the property during the undertaking. The annually-trained ARB meets once 
a month as needed. Council appoints members who have demonstrated knowledge or interest in 
historic or architectural development in the Town. 
 
Applications for a Certificate of Appropriateness must be submitted by 4:30 P.M. on the first day of the 
month or the business day immediately following in order to be reviewed during that month's meeting. 
 
The Architectural Review Board meets on the fourth Thursday of each month at 7:00 P.M at Town Hall.  
 
Minutes, Archived Video Recordings and Agendas can be found on the Town of Warrenton Website, or 
by clicking here . 
 
Architectural Review Board Meetings occur in the Town Council Chambers, and will be live- streamed 
and video recorded. 
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PLANNING COMMISSION 
 
Purpose 
 
The purpose of the Planning Commission is to promote the orderly development of the Town and its 
environs, in accordance with the enabling legislation in Va. Code 15.2-2200. In accomplishing the 
objectives of § 15.2- 2200, the Planning Commission shall serve primarily in an advisory capacity to 
the Town Council. Article 5 sec 2-161 creates the Planning Commission. Typical functions include 
the review of the comprehensive plan for Town Council consideration, making recommendations on 
rezoning and special use permit applications, making recommendations on zoning text amendments, 
Commission permits, and approval of subdivision plats. 
 
Recruitment 
 

1. Article 5 sec 2-162 creates the parameters that make up the Planning Commission the 
appointments and the terms of office.  

2. Within the aforementioned parameters the Mayor has the ability to create special 
committees pursuant to article 3, Sec 2-38. With the adoption of this Citizens Guide 
the general appointments shall be deemed approved by the Town Council.  

3. With each vacancy a Special Committee shall be created, consisting of two Council 
Members and the Chair of the Planning Commission. 

4. Upon the adoption of this Citizens Guide, the initial committee shall be composed of 
the Council Member representing Ward 1, Ward 2 and the Chair of the Planning 
Commission. Upon the next vacancy, the committee shall consist of the Council 
Member representing Ward 2, Ward 3 and the Chair of the Planning Commission. 
Each new vacancy will result in the following succession:  
  

  Ward 1, Ward 2 & PC Chair 
  Ward 2, Ward 3 & PC Chair 
  Ward 3, Ward 4 & PC Chair 
  Ward 4, Ward 5 & PC Chair 
  Ward 5, At-Large 1 & PC Chair 
  At-Large 1, At-Large 2 & PC Chair 
  At-Large 2, Ward 1 & PC Chair 

 

5. Once the rotation reaches the Council Member from Ward 5 and one of the two At- 
Large members. The At-Large Member with the most votes from the previous 
election will be the first At-Large Member on the committee, At-Large 1. It shall then 
move to both at large members for the next vacancy.  

6. The Special Nominating Committee shall seek to recruit qualified candidates, in an 
attempt to create a diverse Planning Commission representing all five wards of the 
Town of Warrenton. In the event not all five wards can be represented the Special 
Nominating Committee shall try to achieve this goal as closely as possible.  

7. The Special Nominating Committee will also review any candidates that submit their 
application in the general course of advertising the vacancy.  

8. All candidates shall be interview and the Special Nominating Committee will make a 
recommendation to the council. A full council vote will be taken to approve an 
appointment  

9. The Town Manager shall be responsible for ensuring that at least four Planning 
Commissioners are real property owners pursuant to 15.2-2212 
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PUBLIC SAFETY AND TRANSPORTATION COMMITTEE 

The Public Safety & Transportation Committee is an advisory Committee to Town Council. The 
purpose of The Public Safety & Transportation Committee is to consider and recommend policy 
issues for Town Council pertaining to: 
 

• Public safety policies 
• Police and WVFC activities updates 
• Transportation policies 
• Traffic control and vehicular, pedestrian and cycling safety policies and facilities 
• Transportation infrastructure planning 

The Public Safety & Transportation Committee will consider policy issues from several sources: 
 
• Policy recommendations of Town staff 
• Policy matters referred from other Council advisory Committees or Town Council 
• Policy recommendations from citizens or Committee members 

Public Safety & Transportation membership includes three (3) members of Town Council plus two 
citizen members. These citizen members shall be nominated by the Committee. 
  
Public Safety and Transportation Committee meets bi-monthly at 6:00 P.M. before the Town Council 
Work Session.  
 
Minutes, Archived Video Recordings and Agendas can be found on the Town of Warrenton Website, 
or by clicking here  
 
Public Safety and Transportation Committee meetings occur in the Town Council Chambers, and 
will be live- streamed and video recorded. 
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FINANCE COMMITTEE 

The Finance Committee is an advisory Committee to Town Council. The purpose of the Finance 
Committee is to consider and recommend policy issues for Town Council pertaining to: 
 

• Financial Policies 
o Budget and Expenditure Control 
o Fund Balance and Cash Balances 
o Purchasing 
o Internal Controls 
o Capital Assets 
o Investments 

• Monthly financial statements 
o Current revenue and expenditure positions 
o Bills paid 

• Budget planning 

The Finance Committee will consider policy issues from several sources: 
 

• Policy recommendations of Town staff 
• Policy matters referred from other Council advisory Committees or Town Council 
• Policy recommendations from citizens or Committee members 

Finance Committee membership is comprised of three (3) members of Town Council. 
 
The Committee meets bi-monthly at 6:00 P.M. before the Town Council Work Session. 
 
Minutes, Archived Video Recordings and Agendas can be found on the Town of Warrenton Website, 
or by clicking here  
 
Finance Committee meetings occur in the Town Council Chambers, and will be live- streamed and 
video recorded. 
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PUBLIC WORKS AND UTILITIES COMMITTEE 

The Public Works & Utilities Committee is an advisory Committee to Town Council. The purpose of 
Public Works and Utilities Committee is to consider and recommend policy issues for Town Council 
pertaining to: 
 

• Policies related to construction, maintenance and use of Town: 
o Streets 
o Sidewalks 
o Public rights-of-way 
o storm water facilities 
o motor vehicle fleet 
o buildings and properties 
o water treatment and distribution systems 
o wastewater treatment and collection systems 

• Utility billing policies 
• Planning for public works and utility capital improvements 

Public Works & Utilities will consider policy issues from several sources: 
 

• Policy recommendations of Town staff 
• Policy matters referred from other Council advisory Committees or Town Council 
• Policy recommendations from citizens or Committee members 

 
Public Works & Utilities membership is comprised of three (3) members of Town Council.  
 
Public Works & Utilities meets bi-monthly at 6:00 P.M before the regular Town Council meeting.  
 
Minutes, Archived Video Recordings and Agendas can be found on the Town of Warrenton Website, 
or by clicking here  
 
Public Works and Utilities meetings occur in the Town Council Chambers, and will be live- streamed 
and video recorded. 
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